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Remarks:
Bob:

In principle, I have no trouble with the need fo
establishing an Agency policy on archives, but I
believe it should be published as an Agency regu-
latory issuance and suggest that you prepare a
draft regulation and have it coordinated with each
Directorate. (Perhaps the Agency Records
Management Board could serve as the coordinating
vehicle.)

With respect to the location of the function, I
am not inclined to place it with the Historical
Staff or anywhere else in the O/DCI. I believe
this is an appropriate support function and I would
appreciate it if you would assume the leadership.
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MEMORANDUM FOR: ixecutive Diractor—-Comptroller

SUBJECT i CIA Arcaives

l. 7This memorandum coatains a recommendation for approval;
such recommendatien i{s contained in paragraph 10.

4. The purge of Agency records during the past 13 mouths has
brought inte focus the nzed to provide some systematiec way to coutrol
and aduinister record matarials which are scheduled for permanent re~
tention. At the beginning of February 1270 we had about 29,000 cu. ft.
of record holdings in this category.

3. As ywu know, records of Federal Agencies are the property
of the United States Covernmeni and authorization to destroy them
must be obtalned from the Congress with the recomsendation of the
archivist of the United Statss. In our case, tae Archivist has waived
his authority to review individusel documents which we requast authority
to destroy. Tue autborization is granted based on lists we submit to
him which i1dentify gemeral catagories of record material.

4. The Archivist also haz authority to deteruine what docu-
ments must be preserved paermanently as part of the Archives of the
United States. te does not exercise this authority, however, until
racords are transferred to nis custody for permanent retention. We
have not neaded to sesk apacial dispemsation from thiz authority
because we have retained custody of our own records. Lventually we
will have to transfer our permament racords to the Archivist of the
United 8tates, obtain separate authority to manage our own, or siaply
¢ontinue tc avold the issue by retaining custody ourselves. In any
case we should have in the Agency au Archives Program which will meet
all of the basic standards and criteria applied by the Arcnivist of
the United States in fulfilling his statutory respoasibility.

3. ¥We have a snall beginning in this direction witi the docu-
ments that have been identified and sagregated for cventual transfer
to aach of the Presidential Libravies which, incidentally, eventually
become appendages of the Haticnal Archives. In addition, about ten
or fwelve ysars ago the Agency Racords Administration Officer and the
Chief of the Lacords Center on their own initiative began selecting
for an archival collection oue record copy of each Agency publication.
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Later arrangsnents were uade with a few Offices to segregate from
the insctive records some case files and documeuts which were
scheduled for permanent ratention. This screeming continues to be
done as time is avallable fn additien to other duties at the Records
Center. Tuis collection now totals 12,749 cu. £t.

6. Outside this collection there are 4,258 cu. ft. of 0538
material and 10,362 cu. fr. of inactive O0ffice racords scheduled
for permapent retention which require screening and appraisal te
select thosa documents vhich are truly archival. There are another
1,796 cu. ft. of 038 materials ratained in the Headquarters Bullding
to surve thie day-to-day operations of DDP/RID. Thus, we kunow of
16,416 cu. ft. of amaterial scheduled for permaneat reteation which
must be screened and appralsed ia addition to the 12,749 cu. ft.
aslready screened and set asida as archival for a total of 29,165 cu.
£t. of materials which must be retained permanently.

7. Screening and appraissl for the selection of archival
material should be conducted by qualified profeassional Archivists.
A definition of Archives and & description of av Archivist are
attached at Tab A. The longer we delay the screening process the
more difficult it will become bscause the volume of records scheduled
for permaunent retention continues to grow. We should have & con-
tinuing prograw to identify documeunts appropriate for tha Presidential
Libraries program. We should be planning now for the segregation of
docurents for the Nixon Library rather than wait uantil the next
President has been elected. ixperience suggeats that it requires
about three to five man~hours to review one cubic foot of records
and that the screaning process results in the retention of about
two-thirds of the material screened. Wa already have eunougn material
identified for permanent retention to keap several people fully oc-
cupled for many years, wWe need an autheritative archival pregram
operating undar clear policy zguldance staffed by competent professional
Axchiviats for as long as we continue to retain our own recerds.

8. 1 realize, of course, that under the curreat personnel
restrictions it will be axtramely difficult to allocate resources
to this important program. It it were possible to staff such a
function appropriately, however, we should have & Senler and Deputy
Arenivist, plus one professional Archivist to represent each Direc-
torate and the Office of the Director, and clericel personnel to
support thew. In short, we should have a minimun of seven professional ZC/O )
Archiivists and positions for three clericals. ﬁwlfw‘

9. KEventuslly, we should have a storage facllity separats
from tha Hecords Center to house the Ageancy Archives. Archives re-
quire a8 higher quality of storage space than other record matarials
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do, more like a library than & warehouse, with air conditioning, heat,
and humidity controls. They should have contiguous space suitable for
use by historians and scholars seeking to exploit them. Long term
building plans for the Agency should include provision for archival

storage. Meanwhile, the collec ccommodated —
in segregated space at the To release
the Records Center storage maf D& rteasonable to consider in-

stalling the archival facility at but it would not be 29%1
reasonable to move the archives there until we are in a position to
staff it adequately.

10. It 18 recommended:

a. That you approve the astablishment of an
Archives Program in the Agency end that responaibilicy
for that program be assigned to the Chief, Historical
Btaff,

b. That the Chief, Historical Staff and the Chief,
Support Services Staff work together to develop policy
and procedural statements to govern the Archives Program
and its continuing interrelationship with the Agency
Records Administration Program.

c. That the Agency reprogram its resources over
the shortest possible period of time to provide for tha
creation of a sultable staffing complement to support
the Archives Progran.

d. That the long-term building plans for the
Agency include specific provisions for archival storage.

Pl B - .. . Lt -

. R. L. Bannexman
; Deputy Director
for Support

Attachment
CONCURRENCE ¢
/ ) / 11 K70 07
Howa¥d M. Ehrmann Date

Chief, Historical Staff
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BUBJECT: CIA Archives

The raecommendation contained in paragraph 10 1s approvaed:

L. K. White Date
Executive Director-Comptroller

DDS/S6S/RiW:mik (17 Feb 1970) Zo%l
Distribution
Orig ~ Adse w/att (to be returned to DDS)
1 ~ ER w/att

A"~ DD/S Subject w/att
1 ~ DD/S Chrone
2 ~ 888 w/att
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ARCHIVES

As defined by the Civil Service Commission for the Archivist
of the United States, Archives are "(1) those bodies of non-current
permanently valuable records that form useful evidence of the or-
ganization, functions, policies, decisions, procedures, operations
or other activities of Federal Agencies or very important Federal
Officials, or {2) those records that must, or should, be preserved
for their informational content.....Archival records document of-
ficial actions and serve as sources for official reference in the
prosecution of the affairs of Government by providing a record of
past actions. The information contained in Archives is essential
to historians, political scilentilsts, economists, socioclogists, or
other scholars engaged in study in various aspects of our society."

Professional archival work involves the following broad, but
not mutually exclusive, functions:

(1) Appraisal and disposition
(2) Arrangement and description
(3) Preservation and rehabilitation

(4) Documentary publication, historical editing,
and exhibit of archival materials

(5) Reference service

A sampling of these functions are described below to further
clarify the professional distinctions between Archivists and Records
Management Officers:

(1) Records appraisal and disposition involves the analysis
and evaluation of inactive records to determine their con-
tinuing value and to provide advice or make decisions about
their destruction or permanent retention. Archivists employ

a comprehensive knowledge and understanding of the history,
organization, and operations of the Agency; the legislative
authorities and respomsibilities of the Agency as these re-
late to the development and retention of records; the organi-
zational, functional and records relationships of the Agency
to other Agencies and activities in the intelligence community
and federal government at large; and the needs of the scholarly
community.

P t—————

Bt 1 1

; Tichede: ﬁmlﬂmmﬂmf

CRETI ‘e |
Approved For Release 3006106/02 - CTA-RDP84-00780R003600140016-3




.

- * -

.Approved For Release 2006/06/02;:.€ IA-RDP84-00780R003600140016-3
SECRET

(2) Archivists engaged in records arrangement study the
origins, the organizational and functional history and
administrative procedures of the producing units. They
analyze the records to decide the arrangement that will
best reveal their character and significance; protect
their integrity as historical evidence of organization
and function; and facilitate their location, descriptiom,
and use.

(3) Preservation involves safeguarding the archival
material from deterioration or impairment of their
value through alteration. It considers the condition
of the records; the nature of their evidential or
informational value; the extent of thelr use; and the
cost of repair and rehabilitatiomn.

(4) Archivists involved in publication work carefully
study the documents to be published to resolve questions
of origin and authenticity. They employ a thorough
knowledge of the substance of the documents and persons,
circumstances, or events to which the documents relate.

] T B
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4 MAR 1970

Mr. Bannerman via Mr., Coffey

Attached for your signature and the concurrence of the
Chief, Historical Staff is a memorandum to the Executive Director
recommending the establishment of a separate Archives Program under
the Chief, Historical Staff.

When we first began discussing the proposal to create a
separate archives we talked about its organizational placement
recognizing that it relates just as closely to the Records Manage-
ment program as it does to the Historical program. We skirted the
possibility of creating a separate Office of Documentation which
might have an Historical Division, Records Management Division, and
an Archives Division. We also mentioned the Information Processing
function as it relates to the others. If the Agency ever considers
establishing a separate component to deal with Information Handling
problems and activities, all of these functions should probably be
a part of one structure. In any case, eventually the Records,
Historical and Archives Programs should probably come under a single
management,

Acknowledging that the Agency is probably not prepared for an
organizational change of such magnitude, we concluded that a reason-—
able first step would be the creation of an archives program and agreed
that it would have a better chance of gaining acceptance and recog-
nition if it were separated from the Records Management program;
hence, the recommendation that it be given to the Historical Staff.
1f the recommendations in the attached paper are approved we will
need to develop regulatory issuances which will insure a continuing
close relationship among all of these functions.

Incidentally, there have been press releases recently reporting
that bids from $463,300 to $572,300 have been received by GSA to
add 15,000 square feet of space to the Eisenhower Library; and a con-
tract in the amount of $13,799,138 has been awarded to build "the
Joseph H. Hirshhorn Museum and Sculpture Garden".

Since GSA geems to have no inhibitions about construction,
and no problems getting the money, perhaps we should consider
asking them to build us an Archives and staff it for us in the same
way that they handle Presidential Libraries. The Presidential Estate
managers control and administer the libraries with an agreement that

o e
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custody and control will eventually pass to the National Archives.
Why wouldn't it be reasonable to explore the feasibility of a
similar arrangement for CIA?

You may want to explore some of these 1deas with Colonel
White in discussing the Archives Program with him.

25X1
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MUMORANDUM FOR: Mr. Damnerman via idr. Coffey

1. Last month pad I discussed with you a whole
series of provlems conlzoutiug us in the Support Services Staff witn
possible alternatives for gercting at tnen. You asked for a “concent
paper” followed by detailed pasers thet would justlfy our concestual
suggestions.

i
e e

2. The "concept paper’ ia attached. 1t discusses most of
tie points we coverad dn our coaversation,

3. Paragraph 2 outlines the preblems; paragraph 13 is a brie
summary and paragraph l4 contalns recoumsendations. You may want
te read paragrapas 13 awd 14 first. (Fages 10 and 11)

ChieT, SuppOorC Services otaif

Attachmant

DDS/88S/RHW:skd (21 May 1970)
Distribution _
Orig - Addressee (w/att)
1 - 858 Subjeet
1l - 888 Chrono

! co00¢ 1 _
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MEMORANDUM FOR: Deputy Director for Support

SUBJECT : Manacement of Rocords and Information Processing
Activities

1. Paragraph 13 contains a recommendation for your avproval.

2. We have problems in the Support Scervices Staff which are
impeding our ability to fulfill our TQu?O“SJbIIthﬁs and plen
adequately for their future fulfillment.

a. We have a mix of responsibilities at the Agency
and Directorate levels: the Regulations Control DBranch
has an Apency role; the Records Administration Branch
has an Agency role md a Directorate role; the Infor-
mation Processing Branch has a Directorate role; we
have the Arcency responsibility for Emergency Planning
and the responsibility for the Directorate Historical
Doard. In addition the Executive Director has recently
expressed agreement with the idea that there should be
an Agency Archives but has sald it should be a Support
function. We have the responsibilities without the
resources to meet them.

b. The Sunport Dircctorate has no records staff but
has relied on the Agency Staff for support. The Agoncy
Staff has fewer people than the Clandestine Services
Records Management Officer has to deal with CS records
problems; not enough to neet its Agency responsibilities
much less to meet the additional requirements of the
Support Directorate. The Support Directorate has a

larger volume of records than the Clandestine Service.

¢. Not only are we short on quantity, we do not have
the quality of resources necessary to do what we can see
needs to be done. Some offices, for example, have included
in their Program submissions nlanq to dovelop new systems,
The Chief, Plans Staff has asked the Suppert Services Staff
" to concur in these plens. Defore concurring we should
understand the problems in oxder to be able to make

| 6ROUP 1
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reasonable judgments about whether the proposals represent
the best or the wight solutions. We do not heve anyone who
cen be spared from his present duties for the time it would
take to conduct such studies. In any event, none of our
neople has the qualifications to do an adequate job of
recomnending the best solution because none of them has the
appropriate combinatien of cxnmerience and background in
manual, autonmated, and microfilm systers. To eet the right
conbination we would have to use nore than one person and
it is twice as hard tec rclease two as one.

d. Staffing constroints in the Records Administration
Rranch throurh the years have denrived us of the flexibility
necessary to keep poople current with the state of the art
and broaden their cioerience. The youngest memhber of RAB
is 42 and she has been in her present assirmmont 14 years.
The oldest member is 53 and he hes been in his present
assirmment 19 years. ‘The lack of staffing flexibility
provents the assignuent of young officers and we have no
nractical way of making roon for them because the experi-
enced records officers arc teo hirhly enecialized for
assiconment to other typces of positions. Attitudes toward
records manarement and the carcer service structure itself
are such that young officers are not 1ikely to be attracted
to the records profession.

e. All of the problems of the records program which
have boen cited in various presentations over the past two
or three years continue to exist becausc vesources are not
available to do anything about them. To restate all of
thesc problems in detail here would be ncedlessly redundant,
but it should be re-emphasizoed that systematic management
control over the crcation of record material jis the heart
of any successful yocords management program. Records manage-
ment programs must give attention to all methods and medin
of records creation: correspondence, microforms, reports
including the output of computer systems, file creation
and storage, forms design, and copying machines.

£. Some of the same and some different problems plague
the Information Processing Branch. People were sclected by
their parent carcer soxvices for assignment to this function
with the result that we have more quantity than quality of
the kind we need for the long term. In the Information
Processing function, we have the problem of uncertainty or
open endedness concerning the future of the SIPS Task Force.
Planning to meet the long temm information processing require-
ments without knowing the future of the SIPS Task Force will
bo awkward. It would be helpful to know whether we will

s
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continue to operate under an agreoment with DPS&T, return to
separate management of DRS and CCS resources, oY place the
total resnonsibility in one Directorate or the other, and we
will ncod to be highly selective in identifying the neople
who will perform the functions in whatever organizational
setting is chosen.

z. We nced to consider whether to concentrate the
{nformation processing skills in one place or allow them
to develop in each of the offices. Having these skills in
both places leads %o coimetition hetween the two, and the
central structure tends to find itself in an adversary
role opposite the people having these skills in the offices.
Moreover, competence in the information processing field is
so scarce that competition for it within the Directorate
cannot be afforded.

b, Management of the information processing nersonnel
in the Support Directorate is a problem that we cannot deal
with effectively until we have scttled on the futurc of the
STIPS Task Force and how we should organize to cone with
information processing problems of the {uture. Ue neecd to
he able to plan for the kinds of skills we are going to
require and in what umix and then we need to figure out
what career naths and opnortunities can be offercd.

i. There is a nced in the Supnort Directorate for a

staff compstence to take the initiastive in identifying

and dealing with oroblems. There is a need to bring some
imaginativeness into the records and information processing
functions in a Dircctorate context as well as within the
individual offices. There should be a close procedural

and review relationship with the DDS Plans Staff to ensure
that programs developed in the offices sive proper attention
to Directorate implications. We should be able to
agrressively and imaginatively pursue the development of
jnformation systems to mcet changing Directorate require-
ments. The DS should have a staff he can turn to with
problems whether they are lecal to one office or arc
Directorate-wide. Problems identified for the Problem
Solving Seminars which do not lend themselves to solutions
in a week may be examples as well as some of the studies
and actions needed to take advantage of the recommendations
of tho Sominars. There should be a nucleus of competence
in the modern manaccment sciences to ensure that we develop
solutions and foster innovations which are at least current
with the present state of the art.

j. The 1dea of the Data Management Center being developed

—
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by the SIPS Task Torce sugrosts the nmeed for a new concept

in systems managemen®. or at least an adaptation of traditional
line-staff relationzhins. The data managed in these centers
will he the products of 1nt¢7vqrod systems desipns which will
not fit neatly within the ruuchcwn} responsibilities of one
Support Office or anothor. The centers will have to be menased
in some way at a level which €alls hetween the Office and
Directorate levels without directly superimposing another
managerent cchelon betwaen the Leputy Director for Support and
his Office Directors. '

k. We need a canability te review and evaluate on-going
systems to find out +hether they are doing what they were
intended to deo or have cutlivod their usefulness and to take
corrective action o5 oonronriate. This need applies to all
information processing systems, nanual, automated, filmed,
or whatever.

3. The wmost difficult nroblem of all, of course, is to find
some way to depsl with the nroblerns stated zbove. They exist because
thero are functions to be -veriormed thzt are not being performed at
the Agency, Directorate, or component levels; because the resources
available are fully committied to their nresent tasks and none are
available to deal with new »nroblems: because the resources available
have evolved into orgamizaotional ¢ tructures to meet particular
requirements as they occurzed and this has caused distortions in the
career service and personnzsl mazserent systems; and because the
nvolution of functions has caused a peculiar admixture of Agency amd

Directorate responsibilitics at different echelons of the organi-
zation. Perhaps the best way to get at the solution to these problems
is to examine the functions which lie behind them.

4. Basically these functions relate to the continuing require-
ment for management improvement. Mmmagement improvement almost
inevitably will cause, or must be accomplished throu h, changing
current or developing new information processing systems. The process
of change bepgins with problem identification and procecds through the
steps of defining the prodblem, concentualizing alternative solutions,
designing a change to the vresent systen or developing a new one, and
Lnnlementinp the solution chosen.

An exaiple may be useful to describe the process:

In a recent program submission, the Office:.of Medical

Services said its file room in the headquarters building

was ncaring capacity. Although the problem was initially

identified as a space problen, it is dircetly related to

MMS's overall records filin~ and information processing

systema. To solve the prohlem, OMS promosed to install a

torminal digit system and a microfiche system and to engape

the services of a consultant. The need for a consultant is

wrany § i
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not clear, csnecially since two solutions have already been
selected. Because vicwofilming is wot usually an econownical
solution to a space nroblen. ve recomrendsd further consid-
eration and study bhefore nrocceding, Using the steps listed
in maragraph four &:ove, the nrocess would be as follows:

2. Droblem identification - the file room is near-
ing its capacity =l the overcrowded condition results
in inefficiencics in the iling and retrieval of
individual clinical files.

b, Definiticen of the problem wonld require an
exanination of the system to develon answers to such
questions as: “hat is the content of the file?
Yhere, why, and bv whom is it orivinated? tlow loag
iz it kent ard why? ilow often is the file retricved?
Is the whole fiic needed cach time it is retrieved or
only certain docrriomts it contains? What is the
frequency of updote? What is the output from the
file?

c. Study and analysis of the answers to these and
other questions shonld peymit definition of the real
problem and nernit alternntive solutions to be
concentualized. The alternatives may rance from some
form of mwanual selution to miniaturization to autom-
aton or. a combination of two or three of these choices.
Selection of the best alternative will depend on
feasibility, cost, ond expected benefits,

5. The examle of the Medical files problem points directly
to the very close rclationship hetween records management functions
and information processing functions. A file vroblem is an infor-
mation processing problem. The solution may or way not recuire the
use of computers or microform. There are other problems and functions
witich point up the close relationship between the records and infor-
mation processing {functions.

a. The need to change a form or desirn a new one usually
is symptomatic of a »roblem in an information processing system.
Before a form is chon7ed the desisner ought to have a pretty
thorough knowledge of the system the form 1s to scrve. A fom
is a medium for collecting data and dispersing it. Data on the
form should be ordered in such a way that it facilitates the
collection and entry of information required ns well ss its
extraction from the form by its users. Torms may be either
input to wanual, automated, or filmed systems or output from
them, or they way simoly he 2 convenient medium for hard cony
storage of some systematic array of data, The nurposcs for
which they are to be used and roles they play in the infor-

J——
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mation processine systeirs they serve are critical factors in
determining how they should be desimed. Records Management
officers have traditionally had prinary responsibility for
forms manacement ond wesign.  In today's vorld of Optical
Scanning Forms and Comnulcy Dutput Meroforn, the storage,
manipulation, and resrioval of information demands that
information systoms rralysts niay 2 co-equal role in forms
management.

%. Reports msmacement is a nrimary element of every
Pecords Managowent Program. Heports are the products - the
outputs - of virtually cvery inforration processing system,
monual or autonated. Dutmits ard nroduced to satisfy infor-
mation requirements. Their content, format, frequency and
distribution are criticnl olements of information nrocessing
systens design. Reports are rocords for short term use OY
long terym proservatiom.

c. The files and cutputs oi all systems are record
material reeardless of the lora they take. When thelr
irmediate utility te every doy enorations in the office
declines they will b +yansforred to the Reocords Center.

Those which have historical walue will be retained permancntly
in the Archives where they will Yecome the research tools of
rhe history of the ~fzency.

6. The relatienships among the historical, archival, and records
management functions scem self evident and should not require further
elaboration. The relationship between the infomation processing and
records management functions is i1lustrated and described in the fore-
coing paragraphs. Neither the Azency nor the several Directorates are
currently organized to deal with these functions in a cohexent fashion.
The Agency !listorical Gtaff is o separate unit reporting to the Ixecutive
Director-Comptroller; the Azcncy InTormation Processing Staff reports
to the Director of Planning, Progrovming and Budgeting: and the Arency
necords Administration Staff is a liranch of the Support Services Staff
in the Support Dircctorate. runctional coherence suggests that they
should all be a part of the sane organizational component renorting to
the Executive Director-Comptroller with each function represented as a
separate Division within that commonent. Transferring the Agency
necords Management function to the 0ffice of the Executive Director
would be the most logical, simplest, least disruptive, ond least
controversial change.

7. The recent resvonse of the Executive Director to our Archives
proposal suggests that he would not be receptive to having these functions
revort to him.* That being the case another alternative is to consider

*This might work if was made the Chief of a mew>¥!
staff composed of Archives, Tistorical, Pecords, and IP Divisions and
someone olse became Deputy to the Director OPPh.
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transferring the Historical Staff and Information Processing Staff (PPR)
to the Support Directorate for incornoration into one component with the
Arency Records Administration nand Archives fimctions. The Chairman of
the IP Board could still be located in GPPB and report to the Executive
Mrector. Such an organizational ayrangoment would be awlward, but not
as awkward as the present arrancement where some of these functions
roport to the Ixecutive Director and others report to the DIS. Trans-
ferring the Histotical and Infornation Processing functions from the
affice of the Dxecutive Dircstor to the Support Directorate is likely

to be highly controversial ond, I suspect, unacceptable to the other
Miyoctorates, the Historicnl Szaff, the Information Processing Staff
OPPR and the Executive Divector. The alternative most likely to he
nceoptable, therefore, is to defer hasic organizational changes imonct-
inc outside the DDS. The IHistorieal Staff and the IPS (PP3) can De left
where they are and we can concentrats on orgznizational chanoes within
the DD& to achieve the funciional cohersice suggested in paragranh scven
above. In short, we should nut the DS organizational house in oxder
Lhefore atterpting to sell these concepts in other Dircectorates ox i1 the
Agoncy at large.

s

)

8. If we make no orranizaticnal transfers between the Supnort
Nirectorate and the Office of the Divector, it weans, of course, that
the Records Administration Sranch will romain in the Surnort Directorate
and he expected to £ill the Agency Records Management role. in the past
it bas also been exvected <o fill the Records Management role for the
Sunport Directorate. At lLost, this is an untidy arrancement. At worst,
it is on wworkable one. Decause Agency interest in Records Managewent
has been virtually dormant for so many years, actual experience has
£allen somewhere hotween the best and worst extremes. Unless additional
resources are made avallable it would be folly to expect that we will be
able to do much about changine the conditions of the past. Additional
resources are necded for the Agency prorram to get the Records Bronch
out of the present hand helding and seminrofessional chores which keep
them fully occupied now. To put the Support Mrectorate house in order
we need to have an adequately staffed Records Management function
scparate from the Agency function; we need to establish the relation-
ship between the Information Processing and the records management
functions within the Suwport Pirectorate; we need to provide for the
management of SIPS Data “anagement Conters; we need to provide the
capahbility to fulfill the interdependent role hetween the offices and
the DDS; we need to provide for the capability to take initiatives and
mect the other needs described in maragraph 2; and we nced to know how
we plan to proeeed aftecr the SIPS Task Foree has served its purpose.
(Separato papers are being nrepared to justify the numbers and kinds
of people that will be required.)

a9, PRecent discussions with the Acting Director of the Office
of Computer Services roveal that he considers OCS should be primarily
"a computer shop.” Me defines “computer shop' as including program
design and computer operation. The Information Processing Bronch of

T G720 1 .
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the Support Services Staff, as a custorar, would he responsible for
“"application systien desisn ' and would look upon the computer 2s 2
1ack box.” This is essentialiy the eoncept we had when we started
the SIPS nroject but we did not have the oxperience necessary to carry
it all the way through framnlication systen design'’ to a point where we
could turn over to 0CS a ‘“rockanc” fyom vhich they could nroceed with
nrogram design. The talent to 7111 ©his gan was in the Officn of
Cormuter Servieces but could not bo reiieved to work full tinme on SIPS
heeause they were pre-occumicd with present systems md responding to
current requirements. The SIPS Task Yowce was formed to bring all of
+he vesources wnder single menageuslt within the Supnort Pirectoratc
and to permit the adjudicotion of priorities and the allocation of
rosources to meet current a3 weil as $TPS requirements. The Acting
Yirector of 0CS sugrzsts thot the ron < uld be filled in the futnure

by “seceding’ the Support Sepvicss Staff with the right kind of tnlent
from OCS either by repular aseipmuent or by detail. This seens to =ay
that when the Task Force nac alfilled its basic mission the Mmagoment
Sunport Pivision nf OCS would roturn to 0CS and the Support pexsonnel
sssisnsd to the Task ltoree could rotrin to the Support Gervices Staff

-

a5 the Information Processing Jronct.

10. T believe that cimerience of the SIPS Task Force will suppor
the thesis that the Suppor: uirecioralc could manage its ADP systems

rore offectively if all - of The necesssry personnel and hardware resources
were wnder DDS managenentd. Foiling that, we can almost certainly justify
hoving all of the assets cxeent the haydware under DDS wenagement, which

is to say the 5IPS Task Torce o5 nresently constituted. The least
desirahle alternative is that nronased by the Acting M rector of OCS
which misht be workablo but only with diflficulty, if our experience to
date is a valid indicator. Armwnents can be developed to support any

of the following positions:

a. DDS should have all of the asscts, including the
hardware, necessary to meet directorate information process-
ing requirements.

b, NS should have all of the necessary assets excent
the hardware.

c. DDS should have only the assets necessary to analyze
and define problems and periomt "aonlication’ system design,
and OCS should have the asscts To perform program design,
programing and hardware opcration.

while our cxperience with SIPS tonds to support (a) and will support
(b) more convincingly, it is doubtful that argumentation to support
either option could be presented 50 cffectively that DDSET, OCS, or
tho Fxecutive Director would be nerauaded that responsibility for
yese functicns should be transferved to the Sumport Directornte.
This is 2n issue which docs not have to be resolved immediav- v. It
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can wait until we have gained nore cxperience and perhaps that experi-
ence will show without 2 rreat deal of suvporting theoretical afiqument
which alternative should be adopted for the long term. In any case,
the alternatives renresent o rossonable division of the total infor-
mation processing function end present the logical pattern to follow
even if alternative (2) were ademted. IF all of the assets were
brought into the Support Dircctorate, it would be reasonable to have

en onerations unit commosed of the hardiare and the personnel to
overate it; a program unit to do prozram design and prograuming; and

a pyoblem definition md avmlications design unit., On the other nand,
it sooms reasonghle to assume that only the problem definition and
applications desimn function, our part of tho SIPS Task Torce, will be-
cone a permanent part of thc Support vircctorate. In any case, we will
want to be as selective as we nossibly can in identifying the people
and getting the right mix of talent.

11. Accepting our part of the 3IPS Task Force as a reasonable
point of departure and adding to it the Suppert NDirectorate records
management function, we cen provide the nucleus around which can be
puilt the capability to tzke inmitiatives in icentifying nroblers and
developing solutions; operating ond mwinteining the SIPS systens and
nreviding supervision and nmmacement of SIPS Data Management Centers;
voviewing and eveluating oncoing cystems; planning imaginatively and
aarressively and following un te ovaluric DPYOress; developing Manase-
ment Information Systems to mect chonging requirements; furmishing TDS
with a competence he can farn to with problems whether they are local
or Directorate wide; and providing the competence in modern manazement
ccionces to ensure that solutions are current with the existing state
of the art. Whether all of these functions would fit within the
traditional concept of a szaff relationship to the DDS or would assume
the complexion of an operating Support Office is a moot question.
Clearly clements of both are prosent. Some mixture of responsibilities
is inevitable and unavoidable hecause more and wore we are dealing with
systers which transgress the finctional responsibilities of different
offices and we must have the capability not only to operate and
pnaintain them, but to modornize and change them. We must have the
capability to review and coordinate now managoment improvement and
program proposals to detecrmine not only their validity and value, but
their totel implications in a system context. (For example, ni croform
systems in the Office of !‘zdical Services moy have implications in the
O0ffices of Security and Personncl os well as SIPS Human Resources
systems.) Having determined the implications, we need the capability
to define the systom problem and design and implement a solution. If
the solution cuts across functional office linecs and results in an
integrated systom, we will have to operate and maintain it or provide a
structure to do that. Problem identification and definition, systom
design, implementation, operation, and maintcnance are part of a
continuum and their performance must be provided for in one organi-
zational structure. This structure must be responsive to the neceds of
Office as well as Dircctorate level management. It must offer a
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consultative service to the offices and a staff review service to the
nDS.  Consultation must not only be recuired to satisfy Directorate
level manarement but soucht after to assist Office level managerent.

Involvement must besin at the very earliest time that plans axre
conceived or problems identificd to ensure that appropriate manage-
ment judgmont is brought to hear before problems become solutions,

unavailabls resources become conmitted, and the least consequential
preempt the essential. Tab A illustrates the concept schematically.

12. In summary, wo have said

a. records manecement, archives, history, and information
processing are functicnally related and should he put together

at the Agenecy level, and that there should be similar
structures at the Directorate level;

b. the Agency resvonsibility for these functions should
be nlaced in 2 cowpenent reporting to the Exccutive Dirvector:

¢. this proposnl is probably unacceptadle, and if it is,

they should be placed tomether in the Support Directorate;

d. transfer of the listorical Staff and IP Staff/0OPPR
to DDS is even morc controversial and less likely to be
accepted;

e. the SIPS Task Force should be a permanent part of the

Sunport Directorate, but this would not be acceptablo to
DDSET ox 0OCS;

£. we should not push for a confrontation on these issues

now but leave the Historical Staff and IP Staff OPPR where
they are; accept the responsibility for problem cdefinition
and application system design, the role the Information

Processing Branch of the Support Services Staff has been play-

ing in the SIPS Task Force; and concentrate on putting the
DDS house in order;

g. putting the DDS house in order involves augmenting
the Agency Records fumction and creating a separate Support

Diroctorste Rocords Management function, combining the latter
with the Information Processing function in one organizational

component

h. the Information Processing Branch and a newly created
Support Directorate recoxds function should he the nucleus of
a new organizational component responsible for long and short
ternt plannine; apnlying techniques of sclentifiec management;

identifying management probloms and developing solutions:
operating and maintalning SIPS systems; providing supervision

.
i
e
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and wmanagerent of SIPS Data !'magement Centers; reviewing and
evaluating on-going systems; developing new information systems

to meet chaneing requirements; and providing staff assistance
+0 the DDS and consuitative service to the offices;

i. the Agency responsibilities for Records, Archives,
Regulations, and Imergency planning would be left in the
Supnort Sexvices Staff.

13, The following is receommended:

a. The NS oxplore with the Executive Pirector-Comptroller
the accentability of coubining the Historical Staff, Information
Processing Staff/0ePs, the FRecords Administration Dranch/S88S and
the pronosed Agency Archives Unit into onc component reporting
to the fxecutive Diroctor-Commtreller. If the reswonse is nega-
tive, cxnlore the zceentability of transferring the Historical
staff and the Information Processing 5taff/OPPB to the Supmort
Sexrvices Staff.

b. The Ageney Records Management Staff (SSS/RAB), regardless
of its ultimate organizetional location, be avgmented by two
professional pesitions at the onrliest possible date. (This does
not include positions necessary co staff an Arency Archives
function if and when this resnonsibility is assigned to the MNS.)

c. A Support NMirectorate records management staff (8 positions)
he estabiished as soon as possible and corbined with the Information
Processine Bronch of Support Services Staff (These 8§ positions and
the two for augmentinz the Agency Pecords Staff are described and
justified in a seoarate meworandum).

d. You approve the concept of a Support Information Manage-
ront Center as described in earlier paragraphs and shown
schematically in Tab A, to he built around the nucleus of the
Information Processing Branch and the newly created Support
records fumction. (In oddition to positions required for the
Support records function, we foresee an ultimate requircment to
augment the FY 72 programweed level of 26 positions for the
Information Processing portion of this new unit by up to six
nositions as we assume the new functions described in paragraph
12h. As positions become available through the return of
Sunport Carcerists from the Task Force to their parent career
services, or through the creation of new positions, we would
bogin to fill them with special skills through a highly sclective
sereening process from external as well as internal sources. Ve
would wndertake to perform the functions, of course, only as the
vesources become available. I would sec this as a gradual
process phased over the next two or three ycars to reach the
level of commotence we need and should have. Details supporting
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thesc ostimates will be inclidded in a separate paper. ‘The

Archives function is rot included ond will be dealt with in

its own rirght.)

Chief, Sunport Services Stafrt

The recommendations contained in paragranh 135 are anvroved.

DA mn(s;‘c;u '
TRV BANNERAN T Date
Deputy Dircctor
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